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The purpose of this degree paper is to thoroughly ana¬
lyze and evaluate the City of Atlanta, Printing Division. As such,
the study attempts to determine the optimum organizational size
and whether or not opportunities exist for improving the management
and productivity of the Printing Division.
The significance of this degree paper is that it provides
local city administrators with a firsthand analysis of the problems
confronting the Printing Division. Therefore, it is believed that
this degree paper will assist city administrators in the decission
making concerning the Printing Division.
The major sources of information used for this study
derives from an analysis of the City's printing publications, and
a review of city memorandums, budget documents, ordinances ,reports.
etc.
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I. INTRODUCTION
There are approximately 75,000 to 100,000 in-plant print shops in
the continental United StatesJ Perhaps the most salient problem confront¬
ing these in-plant facilities is their lack of financial accountability.
According to Huey P. Weber, given the growth and the cost of maintaining
these in-plant facilities, there is a need on the part of managers for
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greater financial accountability. Jack Klansic, a well-known writer
throughout the printing industry maintains a similar view. According to
Mr. Klansic, the mere existence of these in-plant print shops should be
based on their ability to: (1) save money; (2) provide the service; (3)
ensure quality, and; (4) maintain confidentiality. Further, he notes three
responsibilities that all printing operations are held accountable for: (1)
price; (2) quality and; (3) service.^ Mr. Klansic goes on to infer that the
"comparative effect of these three 'saleables' or responsibilities are often
5
carelessly overlooked."
\raig Debus, "The In-Plant Shop: Upstream in the Corporate Fish¬
bowl," American Printer (May 1983), p. 48.
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Huey P. Weber, "Compare Commercial Costs to Determine the Value
of your In-Plant Shop," In-Plant Reproduction (January 1980), p. 22.
3
Jack Klansic, "Four Good Reasons for Operating an In-Plant
Printing Department," The Office (May 1982), p. 40.
4
Jack Klansic, "When Estimating Costs, Don't Ignore Impact of one
Saleable on the Other Two," Reproductions (March 1979), p. 10.
^Ibid., p. 10.
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The purpose of this study is to analyze and evaluate the City of
Atlanta's Printing Division., The study will attempt to determine the opti¬
mum organizational structure for printing services and whether opportunities
exist for improving the management and productivity of the printing opera¬
tion. The study is divided into four sections. Section II, "The Problem
and Its Setting," deals primarily with the internship experience. It
briefly describes the duties and responsibilities of the Bureau of Program
and Performance Evaluation and the primary duties of the writer as a manage¬
ment analyst intern. Section II also gives a description of both the
problem(s) that will be researched and the environment in which the problem
takes place. Section III, "Analysis of the Problem," is divided into three
parts. Part A, "Management Analysis," deals with the analysis of the objec¬
tives of the environment and of the human, physical and financial assets of
the Printing Division. Part B, "Productivity Analysis," is primarily con¬
cerned with the current production level and the past trends of the divi¬
sion's production. This section examines the rate structure and offers two
possible explanations for the present operating deficit. Additionally, Part
B looks at similar printing operations and their staffing and production
levels juxtaposed to the City's printing division. Part C, "Manpower
Analysis," is concerned with identifying manpower needs and determining how
these needs will be met. In identifying manpower needs. Part C deals with
an inventory of the current workforce and an analysis of the past staffing
experience. Additionally, this section attempts to identify how needs will
be met, e.g., internally or externally, and the possibilities of improving
the printing operation through job redesign. Section IV, "Conclusions and
Recommendations," discusses the major conclusions reached by the writer
and proposed recommendations for solving many of the perceived problems.
II. METHODOLOGY
The major methodological technique that will be employed in the
study is descriptive analysis. The writer will attempt to describe and
analyze the objectives, the environment, and the human, physical and finan¬
cial assets of the Printing Division through univariate analyses. Other
methodological techniques that will be employed in the study include inter¬
views and direct observations of the Printing Division. For the most part,
inferences regarding the deficits and other related problems of the divi¬
sion are drawn from a cross-section of the current operation (January-July
1983) however, in some instances, a longer period of time (last ten years)
is examined.
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III. THE PROBLEM AND ITS SETTING
The writer served as a management analyst intern from March
through August 1983 with the City of Atlanta, Department of Finance,
Bureau of Program and Performance Evaluation (BPPE). In a general
sense, the BPPE is responsible for the overall demeanor and administra¬
tion of management analysis for the various City departments, bureaus
and programs. The BPPE is primarily responsible for conducting studies
of organizational structures, methods of operation, internal policies
and procedures, staffing patterns, management practices and feasibility
g
studies. Additionally, the BPPE is responsible for developing and recom¬
mending policies and strategies for improving governmental operations.^
Overall, the BPPE performs much of the administrative oversight of City
departments, bureaus and programs.
As a management analyst intern the writer was involved in several
studies including conducting an independent study of the City's Printing
Division. The writer's primary duties as an intern included the collection
and analysis of relevant data for ongoing studies and the preparation and
dissemination of this data to the appropriate staff. Along with the duties
previously described, the writer was also responsible for keeping requesting
agencies informed on the status of particular studies being performed.





The problem that will be researched takes place in the Printing
Division, which often times is referred to as the "In-House Print Shop".
For several years the print shop has operated at a deficit spending level
and has had a poor performance record. The exact problem that this study
will deal with is recurring deficits. While the deficit is the most
salient problem confronting the division, there are still a host of other
problems, e.g., turn-around time, space, obsolete equipment, and volume of
work, which also have adverse impacts on the overall performance of the
division.
IV . ANALYSIS OF THE PROBLEM
The problem that will be analyzed is the Printing Division's
recurring deficits. In order to more precisely understand these
deficits, the researcher will examine in three parts (A-C) the environ¬
mental influences that cause such deficits
A. Management Analysis
The Printing Division is responsible for most of the City of
Atlanta's offset printing. The division has eight employees, one manager,
one supervisor, three printers, two printing assistants, and a composer
operator (see Appendix A). The manager of the division is primarily respon¬
sible for the coordination of all phases of work by the division. The
manager also establishes work priorities as well as performing other mana¬
gerial functions. The crew supervisor, as its title suggests, supervises
the division staff in the day-to-day operation of the various offset print¬
ing and duplicating machines. The division printers operate the various
offset printers and other reproduction equipment. The printing assistants
perform such duties as preparing materials for printing, padding, scoring,
binding and hole punching of the printed product. Finally, the composer
operator is responsible for the organization and lay-out of any printing work
that requires this type of effort.
The division basically has five types of printing equipment. There
are two 10" x 15" offset presses, one 11" x 17" offset press, one 19.5" x
25" offset press and a total copy system (TCS). Of the two 10" x 15"
6
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presses, one is in fairly poor condition, while the other is in reasonably
good shape. The other printing presses appear to be in good working order.
None of the presses are in constant use. The in-house shop does not keep
machine/hour figures, however, the manager estimates that the 11" x 17"
press is used a maximum of two to three days per week, and even then, not
O
for a full eight hour shift. The same situation exists with the 19.5" x
15" press. The TCS is used maybe three out of five days and then on a
short shift basis. Similarly, other printing equipment is also used spar¬
ingly. This incomplete use of both personnel and equipment is compounded
by the fact that the printing process is often delayed due to the inoper¬
ability of equipment. Moreover, much of the equipment, e.g., composing
machine, stapler, stitcher, appears to be manual and outmoded, with little
or no respect given to new innovations in the printing field (see Appendix
B).
The performance objective of the Printing Division is to provide
printing services for all City users and to provide these services within
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an average turn-around time of seven working days. Through its charge-
back system the division is expected to keep its revenues in line with its
expenses by charging user agencies a cost which is equal to the expenses
incurred in the production of the printed product. Each year, to break
even, the division must be able to attract a sizeable portion of the City's
total printing business. For example, if the division is to break even in
1983, it must receive approximately 73 percent of the total available funds
for printing. City printing demands are performed both internally (in-house)
Q




and externally (contracted out). In short, the Printing Division is in
direct competition with the various commercial printers in the metropo¬
litan Atlanta area for the City's printing business.
The division mid-year receipts show that the print shop is not
receiving work at a rate that would allow it to recapture its printing
funds for printing.Of that amount, 28 percent or $114,107.27 was spent
in-house and the remaining 26 percent or $105,199.27 was spent contracting
for outside services.For the first half of 1983, the division was respon¬
sible for only 52 percent of the City's printing business, while the remain-
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ing 48 percent was spent contracting for outside services. This outside
contracting creates problems for the management of the division because the
unit is staffed at a certain level and cannot vary its staff to accommodate
the peaks and valleys in the printing operation. In addition, outside con¬
tracting creates a control problem. The management system has no means nor
control mechanisms that would ensure that the jobs contracted out could not
be performed by the in-house shop.
In part, the absence of central control makes it more difficult for
the management system to keep revenues in line with expenses. However, even
with centralized control of the printing operation, it is not believed that
such control would completely solve the division's inability to recapture
its operating costs. For example, a sample of the jobs contracted out from
January through May 1983 was drawn in an effort to determine if in-house
printing prices are comparable to commercial prices and to determine if jobs







are being contracted out that the division could perform more efficiently.
Of the thirteen jobs cited, the division could print only one job at a
cost cheaper than those of commercial printers (see Table 1). The job
which the division could have performed was an annual report and jobs of
this nature are contracted out simply because of the quality demanded.
This sample also revealed that high dollar volume jobs are in fact being
contracted out. For example, the average cost of the thirteen jobs
selected for comparison was $2,285.76, with a range in price from $30 to
$14,765. The purpose of having an in-house printing division is to save
on costs and provide a service level that could not be consistently pro¬
vided by outside commercial printers. However, City users are becoming
increasingly aware that outside printing prices tend to be more competitive
(cost-efficient) than in-house prices (see Appendix C).
Not only does the management system fail to have control over print¬
ing jobs being contracted out, it has little or no control over the City's
printing operation in general. Each department exercises a wide discretion
over its forms and publications with regards to size, weight, and color of
paper. In short, each department has its own style of stationary, sick-
leave forms, business cards, accident reports, telephone pads, etc., with
the result being an unnecessary duplication of printing effort.
There are three contributing factors that prompt users to contract
their printing out; (1) cost, (2) quality, and (3) longer in-house service
time. Prior reference has been made to the fact that in-house printing
prices (cost) tend to be higher than those of commercial printers. Many
printing jobs are contracted out because of the users demand for higher
quality materials. There appears to be a widely held perception among City
users that in-house printing services do not match the standard of quality
Table 1. Comparison of Contracted-Out to In-House Printing Cost
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Boyd and Sons 40,000 947.20 1,236.16
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names with black letters, adhesive
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Boyd and Sons 3,000 305.01 829.60
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strip at bottom tage,
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Irutk sale tickets to
show gross, tare and not
weigiit in pounds
liipriiiK'iir Print ing 'JO,DUO 1,960.00 2,406.02
('01-3 forms
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Baler and I ay lor 15,000 1,425.00 1,874.12
Average Cost 2,285.76 1,739.41
TOIAL COSl 29,714.93 22,612,37
Source: City of Atlanta, Bureau of Purchasing, Contracts Division.
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found in commercial printing firms. While quality is a judgemental deci¬
sion, any effort to improve the operations of the division must consider
the effects of quality considerations on the division.
Longer in-hours service time contributes or encourages City users
to take printing jobs outside to commercial printers. For example, it was
previously noted that the performance objective of the Printing Division is
to provide printing services to user agencies within seven working days.
However, a sample of the jobs printed from January through May 1983, indi¬
cated that the division does not provide printing services to user agencies
in such a timely manner (see Tables 2 and 3). The average turn-around time
for a job printed in the City's print shop is approximately 11.27 working
days, which is approximately 3.33 days above the performance objective of
completing projects within seven days. Further, only 40 percent of the
printing jobs are completed within the performance objective turn-around
time. Thus, the waiting time (or desired date for completion) and the actual
date of completion by the Printing Division ranges from one to twenty-four
days, with the average waiting time being 11.33 days in excess of the desired
time by the user.
There are several factors that impact upon the division's inability
to provide timely services. First, in the absence of a systematic scheduling
system, bcth standard and rush jobs are done haphazardly, with little or no
respect to meeting requesters* deadlines. Additionally, the division expends
13
approximately $5,500 annually to make negatives for printing jobs. Not only
is this an expensive endeavor, it is also a time consuming one, e.g., three to
13




TURN-AROUND TIME FOR IN-HOUSE PRINTING JOBS
Turn-Around Time # of Printing Jobs Percent
7 days or less 29 40
8-14 days 23 32
15 or more days 20 28
TOTAL 72 100
Source: City of Atlanta, Printing Division Requisition Forms
(Janaury-May 1983).
TABLE 3
AVERAGE TURN-AROUND AND WAITING TIME
Total # of
Turnaround Days # of Printing Jobs Average
812 72 11.27
Total # of
Waiting Days # of Printing Jobs Average
170 15 11.33
Source: City of Atlanta, Printing Division Requisition Forms
(January-May 1983).
fourteen days, and is dependent upon contractors workloads (see Appendix D).
While the referenced work flow-chart discloses two discernable delays in
the printing process, it does not show delays that are a factor of the in¬
operability of equipment, nor does it show delays that are a factor of
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inadequate operating space. Inadequate operating space impedes signifi¬
cantly the service delivery time of the division. In addition, space
constraints contribute to several operational inefficiencies, namely lost
production time and higher operating costs. These limitations also con¬
tribute to and are interrelated to the perceived volume problems and the
subsequent operating deficits. As a result of the division's space re¬
strictions, it has been unable to expand its operation or acquire the
necessary equipment to meet City users demands. At present, the print shop
occupies approximately 2,505 square feet of space. For the most part, the
shop's equipment occupies 1,641 square feet or 65 percent of the existing
space. The remaining 35 percent or 864 square feet is divided into an office,
paper and composing room. Based on manufacturers recommendations of space
for equipment and allowing for a camera room and a plate and negative room,
it is approximated that the division needs an additional 1,603 square feet.
The entire work process is slowed down because the shop is in less than ade¬
quate operating space. In some instances the staff has to literally tear
down and store a particular machine in order to get the necessary space to
begin a new job. In other cases, finished jobs have to be stored in aisle
ways and on shelves and it is not uncommon for the staff to have to move
these jobs several times in order to acquire space for other jobs. In addi¬
tion, because the division does not have adequate storage space, it cannot
make bulk purchases of materials and supplies that would act as a cushion
to reduce operating costs. Given the environment in which the division
operates, it is not surprising that the division has had such a poor finan¬
cial showing.
The Printing Division has had a long history of operating deficits.
15
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From 1974-1979 the division had six consecutive operating deficits. In
the past four years (1979-1982) the division has experienced two deficits,
with the largest one occurring in 1982 (see Table 4). Table 4 shows the
division’s actual revenues and expenditures during the last four years.
This table also shows projections made by the City's Finance Department of
revenues and expenditures for the current year. According to financial
records, the division will operate at a $6,007 deficit in 1983. However,
as earlier noted, the division's mid-year receipts tend to suggest that the
deficit will be much higher than the $6,007 projection made by the Finance
Department. Further, the division's mid-year production is down 7 percent
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from last year during the same period. Additionally, the City is contract¬
ing work out at a rate that is higher than last year. In 1982 the City con¬
tracted approximately 45 percent of its printing business and at mid-year
(1983) was contracting out about 48 percent.If the above trends continue
through the second half of 1983, and there is every reason to believe that
it will, the division will run a deficit similar in magnitude to the deficit
in 1982.
Table 5 shows the approximate dollar volume of outside printing
from 1979-1983. According to these records the City will, in 1983, contract
out approximately 29 percent of its printing business or a dollar volume of
$115,883. However, as previously noted, the division has already expended
$105,199.72 during the first half of 1983 for outside printing services.
From 1981-83, the dollar volume of outside spending will have increased almost
^^Bureau of Budget Policy and Evaluation, An Analysis of the Print¬
ing Division (Atlanta, Georgia: 1979).
^^Atlanta, Georgia, Budget Document (1982).
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TABLE 4
PRINTING REVENUE AND COST SUMMARY, 1979-83
1979 1980 1981 1982
Est.
1983
Total Revenue 164,327 266,192 294,491 207,696 286,874
Total Printing Cost 196,119 235,383 268,692 269,700 292,951
Surplus/(Deficit) (31,792) 30,809 25,799 (62,004) (6,007)
%Surplus/(Deficit) 16% 13% 10% 23% 2%
Source: City of Atlanta, Budget Documents (1979-83).
TABLE 5
TOTAL AVAILABLE FUNDS - ALL CITY DEPARTMENTS
1979 1980 1981 1982
Est.
1983
B121 Printing 213,582 308,199 315,493 377,022 402,757
Dollar Value
(Contracted-Out
Printing) 49,255 42,007 21,002 169,326 115,883
Percentage 23% 14% 7% 45% 29%
Source: City of Atlanta, Budget Documents (1979-83).
seven-fold. Simply, the systematic effect of such a magnitude of spending
outside, works to reduce the dollar volume of spending in-house by a pro¬
portionate amount. For example. Table 6 shows the staff production in terms
of number of impressions printing from 1979-83. It illustrates that the
division's production has continually declined in the three succeeding years
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TABLE 6
NUMBER OF IMPRESSIONS PRINTING, 1979-83







Source: City of Atlanta, Printing Division Yearly Impression
Count (1979-82)-
following 1980. In 1980 and 1981 the division operated at surplus levels.
However, the surplus in 1980 can in part be attributed to the reduction in
personnel cost, due to the termination of two composer operators.Simi¬
larly, the surplus in 1981 seems to be more attributable to three factors
other than staff output. These three factors are: (1) lower personnel cost;
(2) an increase in the overhead charge from 15 percent to 50 percent; and (3)
an increase in the hourly charge from $10.00 to $12.20 per hour. The con¬
sequences of the changes in the division rate structure in 1981 has made in-
house printing prices non-competitive in a highly competitive market (see
Table 1). A reflection of this claim is that since the 1981 volume of con¬
tracted printing has continually risen, while the volume of in-house print¬
ing has declined. In short, the Printing Division has priced itself out of




In conclusion, the demand for in-house printing services is declin¬
ing, while simultaneous demand for outside printing services is increasing.
This has resulted in the underutilization of both in-house personnel and
equipment and subsequent deficits.
B. Productivity Analysis
Based on the number of impressions printed in the last five years,
it is projected that the printing staff will produce approximately 9.74 mil¬
lion impressions in 1983. This is 378,021 less impressions than 1982 or a
4 percent decrease in production. As of June 30, 1983, the print shop reported
an impression count of 4.76 million. However during the same period of 1982,
the division reported 5.10 million impressions. This marks a 7 percent reduc¬
tion from last year during the same period. Historically, the first six
months of operation are usually the most productive months for the division
(see Appendix E). Since 1980, a trend has developed which suggests that the
division's production is on a pattern of yearly decline. Both in 1981 (8 per¬
cent) and in 1982 (7 percent) the division output has continually declined in
succeeding years (see Table 6).
Given the appropriated budget of $292,951, for 1983, the division
should average a per-day recovery (PDR) of $1,171.80 to be cost-efficient.
However, based on the work completed from January through June of this year,
the division has charged back to user agencies $114,107.27 or an average PDR
of $912.85. The actual PDR falls well short of the necessary PDR by $258.95
a day. For the remaining six months of 1983, the division must charge back
$178,843.73 to meet its printing costs. This would amount to an average PDR
of $1,430.75, which is $517.90 more than the current PDR. There is little
to indicate that this will occur.
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At mid-year, the division reported an output of 4.76 million im¬
pressions at a per impression cost of i 2.39 (see Table 7). Based on a
projected output of 9.74 million impressions and given the budget of
$292,951, the division should charge approximately t 3.001 per impression
to break even in 1983. However, it is believed that such an increase in
existing printing prices would be regressive and further encourage city users
to go outside for printing services.
TABLE 7
COST PER IMPRESSION, 1979-83







Source: City of Atlanta, Printing Division, Financial Records
(1978-83).
The Finance Department sets a rate for the print shop designed to
recover actual costs. Currently the rate is structured in three parts:
(1) a direct material cost; (2) labor rate; and (3) an overhead amount
(see Appendix F). There are two possible explanations that can be given
for the operating deficits and these two explanations are not exclusive.
Alternative one is the possibility that the billing rate determined by the
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Finance Department is in error. Currently, the division's labor and over-
head rates are $12.20 per hour and 35 percent respectively. Based on the
change in the salary expense from 1979-83, an 18.4 percent increase over
current labor charges has occurred, thus the division's hourly charge should
be $13.71 as opposed to the current hourly charge of $12.20 (see Appendices
G and H). In addition, the division overhead expense as a percentage of
total expenses is 16.51 percent. At present the division overhead rate is
more than doubled what it should be. However, if the division's labor and
overhead rates are changed to $13.71 and 16.51 percent, the division still
would not have recaptured its printing costs. In fact, had the rates been
changed, the division would have received significantly less revenue than
what it actually received. The billing rate is in part the cause of the
deficit, along with the lack of competitiveness of in-house printing prices.
For example, the comparison of in-house prices relative to contracted print¬
ing prices indicate that the current in-house rate is generating revenue at
a price consistently higher than contracted printing prices (see Table 1).
Because of seemingly higher in-house prices. City users are increasingly seek¬
ing outside printing services, thus reducing significantly the volume of work
done in-house. The second possible explanation for the division deficits and
lack of competitiveness is that the work environment contains certain operat¬
ing inefficiencies. In Part III (pages 14 through 15) of this report, it was
noted that the division suffers severely from inadequate operating space. In¬
adequate operating space contributes to several operational inefficiencies,
namely lost production time and higher operating costs. For example, because
the division suffers from inadequate operating space, it must incur more labor
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hours per job and this tends to make in-house prices much higher than they
normally would be.
Additionally, if we look at some examples of the experience of
similar operations and their staffing levels, the in-house shop appears to
be overstaffed given the number of impressions per man year (see Appendix I).
These examples relate the number of impressions over a period of time, one
year, to the number of people in a shop. In general, none of the operations
averaged less than the City's 1.2 million impressions per employee. This
number is significantly less than the 2.5 million figure offered by the
eleven man staff of the AICPA in-plant shop, or the 1.6 million figure
operated by the nineteen man staff of Carlton University's shop in Ottawa,
Canada.
C. Manpower Analysis
Table 8 represents the division's current workforce accorriing to
four variables: (1) occupational series; (2) grade; (3) age; and (4) length
of service. From the raw data in Table 8, two conclusions can be made.
First, the division's staff as a whole is a relatively young staff in terms
of age. The average age per employee is 33.5 years. However, the division's
workforce will lose one position (composer operator) in 1984 due to retire¬
ment. The second conclusion that can be drawn from Table 8 is that the
division's staff is a mature workforce with respect to length of service.
The average length of service per employee is slightly over eleven years and
individually the length of services ranges from two to nineteen years.
19 Gary Wiicuts, "In-Plant Printing Prophesies for the 80's,"
In-Plant Reproductions (December 1981).
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There are at least six employees that can be identified as critical
to the mission of the division. In the past five years the division has had
an annual budget of over $240,000. Such a magnitude of public expenditures
dictate a need for accountability. This accountability is incumbent in the
position of printing manager. This position is also critical to the organi¬
zation because it provides the control and general coordination of the print¬
ing effort. However, given the repetitive nature of the work, the organi¬
zation size, and the level of experience of the printing staff,one can raise
a serious question regarding the need for both a printing manager and a
supervisor. Critical to the mission of the division is the position of com¬
poser operator. As earlier mentioned, the composer operator is responsible
for the organization and layout of printing work. Without a composer operator
TABLE 8






D. Holland Printing Asst. 51 24 2
J. Hicks Printing Asst. 51 33 5
L. Cofield Printer I 57 33 9
J. Ziegler Printer I 57 34 10
E. Phillips Composer Operator 60 65 14
H. Hambrick Printer II 61 36 13
J. Seed Supervisor 65 43 17
K. Gentry Manager 72 45 19




the division would have to contract this type of work to a commercial vendor.
This would further exacerbate already high in-house prices. Moreover, com¬
posing work on the outside costs at a minimum of $30 per hour. By having a
composer operator in-house the City receives this type of work at roughly
$8.50 per hour or a minimum cost-savings of $21.50 per hour. The third and
fourth positions that can be identified as critical to the organization are
the printer II and printer I. This assumption is based on the current and
past demand for in-house printing services and the necessary staffing needed
to satisfy this demand internally. Last, but equally important to the divi¬
sion, are the printing assistants. They perform what could be called the
final touches of a printed product. According to personnel officials, the
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proper ratio of printers to printing assistants should be 1:1. In addi¬
tion there is room for this position to be redesigned to include some print¬
ing, when the division workload demands such. By utilizing the experience,
knowledge and existing skills of the printer II, the printing assistants
could be trained to operate the presses, and from time to time, assume minor
printing work as determined by the workload, at virtually no additional cost
to the City.
Table 9 represents the division staffing from 1973-83. In the ten
years covered, the division experienced a net decrease of one employee. In
1974 the division acquired an additional printing assistant thus raising its
staffing level again to ten. The division staffing remained at ten until
1980 when two composing machine operators were terminated. From 1980 to the
present, the division staffing has remained at eight. For the most part,
20
Interview with Ken Gentry, City of Atlanta, Georgia, 26 May
1983.
Table 9. Printing Division Staffing, 1973-1983
Position Title 1973 1974 1975 1976 1977 1978 1979 1980 1981 1982 1983
Manager 1 1 1 1 1 1 1 1 1 1 1
Supeivi sor 1 1 1 1 1 1 1 1 1 1 1




7. 2 2 2 2 0 0 0 0 0 0
Composing Machine
Operator
Z 0 0 0 0 0 0 0 0 0 0
Composing Machine 1 1 1 1 1 1 1 1 1 0 0
Operator 11
Duplicating Assistant 1 2 2 2 2 2 2 2 2 2 2
Composing Machine
Operator 1
0 2 2 2 2 2 2 0 0 0 0
Offset Printer 11 0 0 0 0 0 1 1 1 1 0 0
Offset Printer 1 0 0 0 0 0 2 2 2 2 0 0
Printer 11 0 0 0 0 0 0 0 0 0 1 1
Printer 1 0 0 0 0 0 0 0 0 0 2 2
__
TOTAL 9 10 10 10 10 10 10 8 8 8 8
Annual Staff Changes +1 0 0 0 0 0 -2 0 0 0
Source: City of Atlanta, Budget Documents (1973-83).
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the division workforce has been a relatively stable one. In fact since 1974,
six of the eight current employees were and still are employed by the divi¬
sion. The two exceptions are the printing assistants, who have five and two
years of service respectively. In sum, exlcuding the reduction in forces
during 1980, in the past five years (1979-83), the only positions where
employee losses have occurred is in the occupational series of printing assis¬
tants. There are two possible explanations that can be cited for the com¬
paratively high turnover of printing assistants in relation to other printing
personnel. First, the position of printing assistant offers very limited
upward mobility. Given the young age of the printing assistants, and the com¬
paratively young age of other printing personnel, coupled,with their length
of service, the chances for upward mobility in the organization through normal
turnover or promotion is slim. Another explanation for the comparatively
higher turnover of printing assistants relative to other printing personnel,
is that pay in this position is low, ranging from a minimum of $10,083 to a
maximum of $12,566 annually. Moreover, printing assistants are among the
lowest paid employees in the City government. The potential for future
employee losses in the above occupational series tends to make printing assis¬
tants suspect to early employee turnover. Traditionally employee turnover
tends to decrease as the length of service increases, and if this holds true,
then at least one printing assistant appears to be traveling that route.
On May 26, 1983, the division manager was interviewed so that infor¬
mation could be obtained regarding his preception of the printing operation.
With respect to personnel needs, the manager was asked, "whether or not there
were enough people in the work unit to perform the required services." He
21lbid.
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commented that the printer II had for several years performed in the capacity
22
of two press operators. For example, according to the job specification,
the printer II is to operate the 19" x 25" and the 11" x 17" offset presses.
But in the past several years the printer II also had to assume the duty of
24
operating the TCS printer as well. However, the operation of the TCS printer
is incumbent in the position of printer I according to the job specification.
The reason cited for the two printer I's not operating the TCS printer was that
the senior, in terms of length of service, printer I failed to absorb the train-
25
ing. There has been no subsequent training program. As a consequence of the
above reasons and poor management, the printer II has a work overload, thus the
division constantly experiences a backlog on its 19" x 25" press, 11" x 17"
press and the TCS printer. Therefore, given the constant backlog, according to
the manager, the division needs at least one printer I position. However, based
on a declining demand for in-house printing services, it is not believed that
the division needs an additional printer I. The changes in the Printing Division
environment, e.g., declining in-house demand, the under-utilization of both in-
house personnel and equipment, and the subsequent deficits, will necessitate a
reduction in the division workforce. Therefore, the projected staffing needs
for 1984 includes six employees. Table 10 shows the necessary positions needed
to carry out the printing operation in 1984, according to occupational series
and grade. However, the current proposed budget does not reflect a reduction
















Printing Assistant 52 2
Printer I 58 1
Composer Operator 61 1
Printer II 62 1
Manager 73 1
Total 6
Source: Based on Researchers projected staffing for fiscal
year 1984.
any technological improvements for the division. Moreover, the division is
run haphazardly with no respect to future goals or long range planning.
In identifying potential sources within the current division staf¬
fing to fill the vacancy of composer operator, the two most likely sources
are the two positions that will be affected by a reduction-in-force. The
position of crew supervisor, which was previously identified as one of two
positions least critical to the mission of the division, perhaps offers
the best internal source for filling the vacancy of composer operator. How¬
ever, given the current occupational series of pay grade of the crew super¬
visor, an outright switch could be viewed as a demotion. But there are
several reasons why it is believed that the crew supervisor would be the
best potential source for the position of composer supervisor. In the current
28
organizational arrangement, the crew supervisor, in the absence of the
composer operator, assumes and performs the duties of composer operator.
Additionally, there is a skills prerequisite for the position of crew
supervisor which is the ability to perform some layout work. Through job
redesign, the position of crew supervisor could incorporate the duties of
the composer operator and thus, abolish that position (composer operator).
This would allow the division to reduce personnel cost and simultaneously
retain an employee with diverse and valuable skills, but whose current job
description and subsequent duties make a vunerable and expendable position.
There are no special requirements for the position of composer
operator. If this position is not filled internally, then the external
supply of labor could provide a readily available source. The skills level
of that position makes it one that could be filled by most any clerical
worker. Given the unemployment rate of the metro Atlanta area of 6.2 per-
25
cent, the pool of qualified persons to fill such a vacancy is abundant.
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Georgia Employment Security Agency, Manpower Resources Section.
V. CONCLUSIONS AND RECOMMENDATIONS
A. Conclusions
The print shop equipment and plant is not modern. Some equipment
have been operated since 1968. The most characteristic aspect of the
City's printing function is that nearly all the printing operations are
manual, particularly the typesetting and collating of printed materials.
Because the print shop is basically a manual operation, the division is
unable to print jobs at production levels comparable to commercial
printers having modern and automated equipment.
There are many factors that have also had a direct effect on the
division creating the present deficit level: (1) low production levels;
(2) lack of a proper rate structure based on production analysis; (3)
inadequate operating and storage space; and (4) poor management. Also
contributing to the deficits is the volume of work the City contracts
out (this volume runs at about 48%). This creates several problems for
the division, but more importantly, printing jobs are contracted out
because of: (1) high in-house cost; (2) low in-house quality; and (3)
longer in-house service time.
The division also lacks established standards, procedures and con¬
trols to provide positive results in cost reduction. For example,
there are no guidelines governing when printing is to be done by out¬
side vendors. Therefore City users exercise wide discretion over
whether to print in-house or outside. Similarly, City users exercise
29
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equally wide discretion over their forms and publications. For example,
there is no control over forms with respect to: (1) standards regarding
sizes, colors, and weight of paper; and (2) an inventory system to
facilitate reordering of forms and documenting the total number of
forms presently used. An almost analogous situation exists with publi¬
cations. For example, there is no control over publications with
respect to: (1) quality of graphics; (2) type of publications and
frequency of graphics; and (3) quality of materials (sizes, colors and
weight of paper). In short, there is a great deal of printing duplica¬
tion.
B. Recommendations
It is the author's recommendation that the following changes in
procedures and operating levels be made:
1. THE PRINT SHOP BE GRANTED AN ADDITIONAL 1,603 SQUARE FEET OF SPACE
AT THE EXISTING SITE ON CENTRAL AVENUE. (This recommendation is
contingent upon the Department of Parks, Recreation and Cultural
Affairs vacating the existing site.)
Presently the print shop occupies approximately 2,505 square feet.
Of the 2,505 square feet, the shop's equipment occupies 65% of the
space, or 1,641 square feet. The print shop is approximately 1,603
feet less than what is desirable, based upon the manufacturer's recom¬
mended space allotment for the various print shop equipment.
Inadequate space contributes significantly to several operating in¬
efficiencies, e.g., loss production time, as well as exacerbating op¬
erating cost and printing prices.
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2. DEVELOPMENT AND IMPLEMENTATION BY THE PRINT SHOP MANAGER OF A
COMPREHENSIVE PLAN FOR EQUIPMENT, PERSONNEL. AND SPACE REQUIRE¬
MENTS FOR THE NEXT FIVE YEARS BASED ON PROJECTED VOLUME.
Presently, the Printing Division lacks any form of systematic organi¬
zational planning. The lack of planning is in part, much the blame for
the poor state and obsolescence of the division's equipment, and space
problems.
3. THE PRINTING DIVISION PURCHASE A VERTICAL CAMERA. (This recommenda¬
tion is contingent upon the Printing Division being granted addi¬
tional space.)
In 1982 the print shop expended $5,448 to contractors for the develop-
27
ment of negatives for printing jobs. Not only is this an expensive
endeavor, it is also a time consuming one, e.g., three to fourteen days.
In short, it is partly the cause of the division's poor turn-around time.
The acquisition of a camera would greatly enhance the ability of the
Printing Division to be more time responsive to City users requests. The
cost of this camera, which includes a flash, is estimated at $8,500 and
could be offset by what the division now pays for negatives in less than
nineteen months.
4. THE PRINTING MANAGER BE ASSIGNED THE RESPONSIBILITY OF REVIEWING ALL
PRINTING REQUISITIONS AND MAKING A DETERMINATION AS TO WHETHER THE
WORK WILL BE DONE IN-HOUSE OR BY AN OUTSIDE VENDOR.
The determination made by the Printing Manager would be based primarily
on the time frame constraints of the work and the flexibility he has within
27
Interview with Ken Gentry, City of Atlanta, Atlanta, Georgia, 26
May 1983.
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his shop operation to operate within at least the 95 percent working
level. The whole purpose behind having the manager review all requisi¬
tions is that this gives him maximum flexibility to make his operation
as efficient as possible.
5. DEVELOPMENT AND IMPLEMENTATION OF A PUBLICATION AND FORMS MANAGEMENT
AND CONTROL SYSTEM. GIVING THE PRINT SHOP MANAGER COMPLETE AUTHORITY
OVER THE DESIGN, COORDINATION AND ULTIMATE COMPLETION OF ALL PUBLI¬
CATIONS AND FORMS, REGARDLESS OF IN-HOUSE OR OUTSIDE WORK.
Presently there is no control over City publications and forms with
respect to size, weight, or color of paper. Each department has its own
style and color of stationary, sick leave forms, business cards, accident
reports, telephone pads, annual reports, etc., with the result being
unnecessary duplication of printing effort.
6. REVISE CHARGE-BACK SYSTEM TO AVOID EXCESSIVE DEFICITS FOR PRINTING.
This amounts to the establishment of an effective cost monitoring
system that allows printing cost to be tied to production analyses.
Additionally, by revising the charge-back system, high in-house prices
can be reduced, thus assuring City users a competitive price.
7. IN ORDER TO REDUCE THE CURRENT BACKLOG, THE PRINTING DIVISION SHOULD
ADOPT A SCHEDULING SYSTEM FOR STANDARD JOBS. THIS SYSTEM WOULD ALLOW
THE DIVISION STAFF GREATER FLEXIBILITY IN DEALING WITH BOTH STANDARD
AND RUSH JOBS (See Appendix J).
Presently, both standard and rush jobs are done haphazardly with
little or no respect to meeting requestor's deadlines. By implementing
a scheduling system, standard work would be systematically planned to
allow for greater flexibility to deal with rush jobs.
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Improve city-wide communication so that the Printing Division may
review all printing jobs on a timely basis and ascertain which printing
jobs are required on a regular basis so that they may be more effectively
planned and scheduled.
8. IF ADDITIONAL SPACE IS NOT MADE AVAILABLE. SPACE IN THE NEIGHBOR¬
HOOD OF AT LEAST 1,600 SQUARE FEET; IT IS RECOMMENDED THAT TWO
POSITIONS BE ABOLISHED, SOME EQUIPMENT SURPLUSED AND SOME TYPE OF
WORK ABANDONED, THUS ASSURING THAT THE DIVISION IS OPERATING ABOVE
THE DEFICIT POINT AND HAVE A COMPETITIVE PRICE.
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Appendix A.
PRINTING SERVICES CURRENT ORGANIZATIONAL STRUCTURE
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Appendix B.






Miehlf 25 Press *• ★ Fai r
A B Dick 350 Press 1973 3,376.00 Fai r
IBM Composer 7/26/72 Fai r
Thomas Collator-BO Bin 9/75 12,500.00 Good
Rosback Stitcher 8/79 5,740.00 New
Total Copy System 5/1/79 Lease/Buy Good
Tape Machine 6/73 569.00 Good
Challenge Drill 5/71 1,369.00 Good
19" Perforator * * Bad
Nu Arc Plate Burner 1978 3,300.00 Good
Wax Coater ★ ★ Bad
Heavy Duty Stapler ★ ★ Fai r
12 Bin Collator-Automatic 1968 ★ Bad
Baum Folder 1968 ★ Good
A B Dick 360 Press 5/81 8,500.00 Good




TYPE OF PRINTING JOBS CONTRACTED OUT
JANUARY - JUNE, 1983
Type of Job Cost (S) Percentage
Lithographies 61,371.09 58.8
Manifold Forms 11,738.96 11.2
Continuous Forms 29,873.90 28.4
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IMPRESSIONS PRINTING BY MONTH AND YEAR
JANUARY. 1980 - JUNE, 1983
Month 1980 1981 1982 1983 Average
January 1,278,600 976,350 786,380 697,500 934,707
February 688,700 608,800 671,500 645,200 653,550
March 1,511,923 624,490 789,500 850,000 943,978
April 920,250 787,300 864,150 1,058,600 907,575
May 861,530 1,283,550 895,800 495,400 884,070
June 727,643 1,269,350 1,096,100 1,019,200 1,028,073
July 1,460,250 426,215 836,700 907,721
August 1,196,000 970,200 1,279,200 1,148,466
September 373,200 1,024,600 1,093,700 830,500
October 577,355 790,150 643,200 670,235
November 794,500 861,800 396,000 684,100
December 1,457,900 469,800 766,100 897,933
Year Total 11,847,851 10,926,000 10,118,330 *4,755,900
*1983 is a six month total
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Appendix F.
CHARGES BY PRINTING DIVISION FOR LABOR AND OVERHEAD
1979 - 1983
Year Material Cost Labor Overhead
1979 * 10.00 per hour 15%
1980 * 10.00 per hour 15%
1981 * 12.20 per hour 50%
1982 * 12.20 per hour 35%
1983 ★ 12.20 per hour 35%
*Material cost per job varied, and was dependent upon size, weight and
other variables for a particular job.
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Appendix G.









B221 Training & Convention -0- 500 500
C020 Rental or Lease 25,155.93 15,488.25 40,644.18








J190 Purchase of Equipment -0- 9,670.00 9,670.00
TOTAL OVERHEAD EXPENSE 44,178.02 48,734.43 92,912.45
TOTAL EXPENSE 269,700.16 292,951.43 562,651.59
Overhead = 16.51 of Total Expenses
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Note: Calculations of Current Labor Charge:









12.20 = $13.71 per hour
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Appendix I.
IN-HOUSE IMPRESSIONS PER/MAN1 YEAR
1. AlCPA 27.6M 11 in shop 2.5M/Employee
2. Carlton University
Ottawa, Canada
33.6M 20 i n shop 1.68M/Employee
3. ARA Services
Philadelphia
25.4M 19 in shop 1.33M/Employee




Recommended scheduling file is basically a listing of standard forms
jobs that are run on a regular basis. The procedures are as follows:
1. Write out a job card that gives all the information you would find
on the front of the job jacket.
2. Ask each Department how long they estimate that their current sup¬
ply will last.
3. Then file that card two months prior to when the supply should run
out.
4. At the two month mark, call the Department to see how the supply
is doing and if there are any changes.
5. Anytime in that two month period the shop can run the order at
their convenience.
ADVANTAGES
1. Eliminates or reduce last minute orders.
2. Reduce bottlenecks.
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